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ABSTRACT Y, .
In this document \tlie pmpl:.cat;on'c of rapid soc1a1 .
hange and the need for educators\to ‘prepare teachers and -
adlinlstratprs for future educational innovation are discussed.
g&stions for change in schools of higher edication are .made in the
) fb lowing areas: (1) Antzc;patlng problems., Educational change will
inevitably be faced with crztzczsl, and it is impcrtant that problenms,
@ be/antxclpated so far as it is possible and preventive.or remedial
i .actions planned in advance. Major proklems are most likely to be of
s “'Slg,types. resistant individuals and groups, resource allocation,
roke expectatlons, availability of instructional, materials, and
provision of field-based experiences. (2) Change Strategy. To be .
-prepared for change, a strategy aust te develcped. Five points are
aade. on this subject: (a) Identlfy basic assumpticns and objectzves,
obtalnzng participation of all those who pay peﬂlnvolvéd in
developing and imrplementing the prfogram.. (b) Develop specific o
objectives to form the basis for program develorment. (c) Develop
. implementation procedures, including specific/ccaponents of ~the
-———syste‘—and group and lndzv}dual functions. (d) Install the systew,
providing faculty time, encourageément, and incentive. (e) Provide for
feedback regarding operation of the system, evaluate, and revise. (3)

"> support from the highest administrative levels of the college and
. university and from the dean and/or departaent bead. The change .
-effort should be en as central to the tctal teacher education
effort. The suggeztibns\in this article are made to help .
futuré-centered teacher -education to apply scund .management
technigues to program -improvement efforts. (JD) e
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Organizational structure. The prime organizational ingredient is . .
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Recent prgpésals to improve teacher‘preparaiion haveé
“émphasized ‘giving attention to the development of specific”,

i1

" teaching competencies -and to the need faor "school-based"

3

‘ programs. "Competency-based" concepts (including the

0147272

Ky
.

narrower "performanced-based" ideas) require that teacher

preparation prograﬁs make explicitly known to student the

14 .

v

théy are to acquire and the means to be used

in determining the adequacy of competeﬁby development. The

. Vs
student ‘must either be able to demonstrate ability to

- competencies

4
o

promote desirable learning or exhibit behaviors known to ‘
N P > .
promote it. "School-based" programs emphasize early and

[ Ed

continuous involvement of teacher education studepts in - .

' elementary and secondary school claésrooms, with school
. " practitioners intimgtely involved in-the design,' control, .

. ] . v
"and operation of school-based teacher education experience.

- .. Most teacher educators now at least give lip, service

to the need for changing preparation programs in accordance ° .

.

v

withL%he abpve premises. To do otherwise invites: both the W

A
'

scorn of "authorities" and the wrath,of citizens and . .

. 4

legisl;tors demanding "accountability." Proposals and

J\' verbal acceptance do not add up to action, however, and as yet

4

N . .
4

S
T:::' .~ little substantive change has oécurred in most .teacher pre-
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paration programs.- Smdke, and dust are.produced,By energetic

deans and "innovators,";put an oblective observer- ‘can usual%y ‘
. L

find little real improvement or ‘even Significant change at

' *

'-most colleges and universities preparing teachers.

L]

It3s time to  stop talking, or at best, piayingawith'

insignificant pieces of teacherhpreparation programs. There

is now enough experience.and evidence agailable from sevefal'
'years of’ fitful 'starts and stops to provide’an inteliigent}
base for concrete action to'proVide better beginning teachers.

Most of.us in teacher education'realize we should do more to
improve eur programs, but we usuaiiy haven' t had the \oppor-

tunity to learn how touget it dene. Much theoretical llter-

ature is available, hit Jfew SpelelC "how to" suggestions can

be_found. o ‘ ' //y/

R The suggestions in this article are made in an attempt

/ .

to gather the collective experiencesgand reactions Of those’

N

who recentiy have been/ﬁost active in attempts to improve

teacher\education, with the purposé of giving practical help
~
to others who are serious about preparing better teachers.

Prov1sion of a "reCipe" is not intended but. sone practicle

- .

"suggestions will he made, with the understanding that these

¢ : , ' :

should be somewhat modified to suit individual situations

and preferences. p . . .
“ ‘ ' r

RATIONALE AND ASSUMPTIONS K

A

Rh

/
Authorities agree that our SOClety and the world’ in
~general Will continue to change at an/increasing speed.

~
.
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-»ségvin Toferr,-Haro;d Shane,{and others have pointed out the

~

- extreme dangers of failure on the part of schools and other

. ¢ »

. -

s001al 1nst1tutlons to adapt to the revolutlonary needs re-

~ -
.

sultlng ﬁer these changes. Surronnded, and sope&hat over-

whelmed by such statements and rophecies, educatbdrs must

S

i \
sumptions appropriate to both e present and the.futuren\'
An appropriate'labei for tnemJWou. seem to ‘be."future-
centered t'eachér’prep‘a‘ration." . L ' '\‘

o Assumptions related to eduoation and educatioﬂhl insti—
tutions whlch will conrrnne to be Valid durlng this decade

. -

and into the next have “been proposed by ‘humerous 1nd1v1duals
. .o A R
and groups. Ausummary would inélude the,following:

. ¢

. 1. Pressures. for changes in American and worldwide
. * \\‘ ’)/’ ’ : . e ‘
so¢ial structures will persist &and probably inorease1
. ¢ . o7 . .

The numbers” and types of people served by educational

L

systems will continue to expand. .
‘The continued rapid growth of knowledge*will require

N - - ': . > - .
extensive ents in .curriculum content: and

.

emphasis.

1ncreased world perspectlve. .

" Education will_increasingly becomefa'iifelong endeavdr.
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* . - . N
b . . | . N -
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! 7. Educators will be gven more, subject to the scrutiny

. o . . . .
‘ and demands of an informed and demanding clientele.

8. Student ekpectatfons and attitudeatoward'school will ~—

o o A . :

'} become more questlonlng,‘w1th 1ncrea81ng demands to

.

, : 1nfluence school operathn. . '

9. Additional charige’s in family and community life

. " * . “ &,
‘ " will put heavier burdens‘:on schools.:. . / ’

v . -

‘Translating general,statements about societal changes ° °

and implicatipns for educatioh into specific recommendations , N
. ’ .

for the preparation of teachers is our next task.

Several
assumptions appear appropriate and heilpful:

1. Significdant learning occurs onI?lwhen a person

Jﬂperéeibes the task to be personally rewarding and

self-enhancing.
R . [ -
2. P051t1ge, supportlve env1ronments best faC1lltate

L4

individual learning and development‘,ﬁ o \
3. The 1nd1V1duallty of. each stpdent requlres adapta—

. tlon to personal and professlonal needs, rates and i

. /

ways of learnlng, and leannlng mater17ls and en- .

%

- Vlronment. 7 .

ection, self-

v 1 -
.

, 4. Students need opportunities for self-di

S

) . motlvatlop, and 1ndependent learnlng . .

[y

5. Practical, field-based experience in' A variety of
) ) / S . oA, ;."‘ .

settings, must accompany, and Qe‘c103ely related
classroom learning activities.\ [ ° .

S A .

to,

o N ’
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9. The prograr should be' prolem-centered, inter:

$ oy T -

'(Competencies to be acquired by.students~and’assess4

i

_ . . oo > * i

ment criteria should be explicit and clearly under-
stood by students and instructionalfgersonnel.
Modern systems technology should be useéiin progriam

[+
d351gn and operatlon, prov1d1hg continuous ﬁeedback

evaluation; and rev151on of pragram components. =

~ t

.

All persons concerned w1th the educatlon of teachers

. .

‘or affected by the programs should share the respon-

¢ /e i

sibility for it. a7

N

‘disciplinary, field-based, fie%ible,tand varied to

mEet.student experience and ability levels.

Teach1ng personnel in the program W111 work together
con51ste#t w1th prlncrples oﬁ teamlng and .differ-

entlated stafflng.

- N

u “ ' Q‘
Program Componehts will -be 1ntegrateéﬁlhrougn a-
modern managemenq plan.

\ Ly
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o .Pi?O'GIiAM-D;E;SIGN ELEMENTS _ b i ST : ,
; -0 ' A teacher education program desigped»to“serye'the assump- .
c ] , Coe , ) - ¥ -
’ "tions stated‘above will-be quiteudifferent froh-the standard
A ”_oértoday.’ Varlatlon and flex1b111ty\W1ll be paramount——ln a¢~'_
. A . . s - .

‘student goals,and ‘how they are achieved and defionstrated; in

.

< ‘ . . .

b program components, their content and sequence, in study group
to- . arrangements; and in study‘materlals and°1nstrucflonal medla. .
1. . ¢ -t ¢ -

°
e

Conten;/ﬁfil Pe drawn from three major sources: (1) the’ dis-

e

-

L , . * ciplinks of phllosophy, soc1ology, psychology, history, etc.,
. v N - ‘
(2) research\ln communlcatlons, teaching and teach1ng behav1or,

medla, group processes and droup dynamlcs,.learnlng,,huma

development, etc.; and (3) empirical sources and_experlences.

] .This conmtent will grobably ‘bé best organizedkiﬂtoffive content, &
N ' areas: (1) analytieal .study of teaching, (2) structures and
b . e ) ‘ ~
uses of knowledge, (3) concepts of human development and learning,

™

s (4). 'designs for teaching and learning, and (5) demonstration

4

and evaluation of teaching competencies. These—gontent areas

~ . 4

may be taught somewhat separately and offered in‘sequence, but
a more desirable arrangement would relate each to the others

in asbroad a context as possible and organized for individuali-

. ¢
.

o zation to meet each student's needs and deslres.

. ) A crltlcal step in determlnlng basic program deslgn ele-
fe{wi P R 3y, N R _

; -ments involves the 1dent1f1catlon of specific competenc1es

toward which the various programs should be[dlrected. From -

-

) various competency lists now available and local faculty input,

4

%
k4
§,
*

a set of competencies should be developed which is inclusive

. - . P
- . . 3




. . . . >

-

enough to satlsfy the most 1mportant requlrements for suc-

cessful teachlng but llmlted as necessary for 1mplementatlon'
. . N — [

within existing constralnts. “ 3 . [

!
L N . , t |

. ] When,de51red competencles have been identified /then

.crlterla and condltlons&for evaluatlon of "their achJ./evement6
~ . s

may be developed These may be’ as déetailed and spec1f1c as

-

A . the 1nd1v1duals 1nvolved feel .is necessary. * o -

. IR : ' & i A f
. . et < L |
& T . .

PROGRAM DEVELOPMENT, IMPLEMENTATION, AND EVALUATION

13

To this point, we have ﬂben priparily concerﬁed with ‘W
. - © i .
. the identification of assumptions and principles upon whlch

" a future- centered teacher preparation program should be based.
This is’ 1mportant but it is what happens next that can ‘fake
a difference in teacher effectlveness. A system must be
devised and put into operation. The folldwrng suggestlons'
A about how to get this job done are made on the ba51s of pat-
terns'which have been followed' in various experlﬂental and
- . * ) '

developéng programs across the country.’ yhey muét be adapted

. i according to the realities and desires exi;ting in a local

situation. o
Anticipating Problems.i Problems‘will be encountered in

. PR . .

any endeavor, so problems encountered in developing and opera-

7 ting a new type‘'of teacher preparation program should not be
alarming. - ﬁoweve}, when changeé~are attempted those in
charge .are partlcularly vulnenable to criticism about the
problems whrch occur. It. 1Q therefore, partlcularly 1mportant

[

(:that problems be antlclpated so far as is p0551b1e and pre-




'

.availdbility of instructional materials, and provision of

.

‘perceived lack of competence is’resistjance or ,at’'least a lack N
, Y ) £

not, likely to get Very far. g.

" identified and allocated specifically: i

R . . . . >
, Vventive or remedial actions pldnned, in advance.

.are most likely to be*of $ix types:

field-based experiences. - - o

thor problems

resist&nt individuals R

and groups, resource allocation, phasing, role-expectations,
*a 9 . N

-
.

-~ -

.. :

N ' . 7 ;

1

Most of the ' more serious problems of resistance are ™ Lt 1

’

likely to be' related to faculty attitude$, interest,>ahd

- ' L

competence. Compétence might seem to be unrelated tO‘Yesis—

. @ x4

tance to program change, but‘the'most~common result of a
_ : ! | .
) '

.

of\enthusiasm. Faculty'deveLOpmeﬁé necessary allocation

> -

of tlme (often through some type’ oflload reductlon), an - .

<4

-

approprlate reward system, a non-threaLenlng atmosphere, and

strong, competent leadershlb\are t@ mome 1mportant requlre-

i
i

« " » .

"ments for overcomlng problems‘bf ﬁnﬁg 1dual and group re-
Awareness of group or indiﬁm ual,self-interests
i v

sistance.

and entrenched ways of doing thlngsts"uld-guide the develop-

otherwise they are

[ v

. . , Jwobt i

ment of innovative.plans and procedﬁr A
b o

i e

t(i

Resource allocatlon is both oné lhe problems to be ‘

i =

encbuntered and a prime opportunlty in program development

|
Too often, change efforts have been attemgted in"the form of -

N

- .

&
t?empther types of problems

,zn R . '
e

and phyg;cal resources must be

work overload, ‘and thlS multiplies

Ny

encountered Human, monetary,

d adequately to a N

v

ﬁ_}:‘ﬁ—&

change program. If this is mnot possib

(3

3+ then change should” .



A\ hel

y , \
not be, qtﬁempted.' Before deciding that such allocgtion is

not possiblée, however, some hard questions should be directed

at traditional " resource allocations. s ' ) .

Phasing of program:change efforts is another poteﬁtial

.

source of”both.oppoftunity and §roblemsl Most educators,

9 ~

- ‘even those in administrativevpositiqps are woefully fgnorant

k-2 —

of modern panagement éystems techniguesA We tend Eo "fly

by the-seat of our pants” when éome.relatively simple ideas

abouf_management systéms.could provide valuable organization,

feedback, evaluation, and revision!assistance. Some programs

7 .,

need to be phased in gradually,~while others are more likely

: . to succeed if a more total'pr??raﬁ'approach'is used. Deci-
. i f

Siohs about which apprnoach to take and how to carry through

K4

mdgfxbe carefully made and followéd,'integrating R;og;am

' . components through a modern management plan.

° 4

Careful definition of role expectations is angther area

‘ of operatfbné which business and industry long ago learned ‘ S
R ” ) .

- ) ’ -~ 3 K N - ‘h
is necessary. Some roles -in teacher education program devel- o
opment may not be'defihed as easily or;exactly as those in

- ' ) business and industry, but every attempt should be made to

. : ' provide fo? clear ﬁnderstanding about roles to be included
in the plan of operations. So' far as possible, this should. . —

be done at the beginning of a’project, but it will also need

2

- to be a part of the ongoing efforts to improve the operation

7 -

evaluation. Faculty members; /

<

on,the basis of feedback and
adhiniétratofé, staff peréohngl, and stident role$ should all

> ", K i . T




- , . . 3
be identified, - clarified, and clearly understood by all' those

involved in the program_aevelopmenf efforts.

Many teacher education program development efforts have )

- .o

" foundered on a lack of appropriate instfuctional materials.

- \ A
' Several years ‘ago, before competency-based and field-based

5.

teacher edupafiéh had gained wide attention, this was a

v : » .
unavoidable problem.- It may still be difficult to £ind-
N ! \
) ~ . R . \ -
appropriate insfructional materials, but\many materials are

now available, and ideas about How to develop others are nop

hard t; find.. The impdrtant thing is to récggnize_ihe impof-
tance of instrEctiona% materials and provide either fb; their
acquisi;ion’gf development bé'ldcal program personnel. OutT

side sources may be hedpful, but adaptations and_lgddl deve%r
. \ N F) n\’V-‘-.

' opment efforts are usually essential.

<
~

Provision of adequate and .appropriate fiéld*basédgexper-

v ~

ien¢es for st&éents is a particularly difficult problé@ iﬁ
5 N 3 N o - . A
areas where large student populations must be accommodated in

. 0o L : s as ..}
small towns and cities. This may have severe implications®

é

for fequ}ce allocation. in the form of transportation expenses .

or the.provision of ‘of f-campus supervisory staff. Whatever

/ -

‘the problems, they must be adequately solved, if the neceséar&

school-based experiences are to be available to students.

+
.

Cﬁénge Strategy. A pfan to bring about.éhgnge may take

many forms; the impo;tént thing is that a change strategy
- » 7 \ M . .
be developed. NTE%/%ollow1 Outline includes the more

. o

coimmon elements of successful teacher edhgati?h program

3

11




-11- ' ‘

M : .
Lhange strategy. ) '

> ) .. . .
1. Begin by identifying basic assumptions and objec-

. tiVeET\gtii:zing'maximum participation of all. those
4 r . R 3 “
.. who.may lat r\be involved in development and imple-

mentatlon of the»program

I ~
q

From the basic assumptlons and bbjectlves, develop .

‘
I * Al

more 5Pec¥§i§;9b3e§tlyes<to,form the bases for
program development and identify student compe-

tencies 'to be included in the program.

Develop implementation procedures, including specific
- 6 “« -
.. conmponents of the system and group and individual

«

fun%tions. @his should usually be done.both on a»

total program basis and by each working team.
Install the system, providing facnity time, e€ncou~

ragement\\and incentive, Many tlmes it is better

s . to begln by changlng a small part of the program,

. ’

u51ng a simple a system as possable at first, m0V1ng
s, frbm the traditional program to' one 1nvolV1ng fleld-

hased components, then to a more fully operating
v CBTE concept. Work within the regnlar course struc-

ture and'grading systems so far as possible.
Provide foz feedback{regarding“dperatién)of the
. L » ‘ . /
system, evaluate, Continue to provide

andtrevise.

/

s

faculty rewards and 1ncent1ve. N

: :

Organlzatlonal Structure.;

i

A partlcular organlzatlonal

) structure is net so 1mportantWto the success of teacher edu-
3 A - . 4

- -4
-~ * ’ M . "

) s .




. o‘. ‘ . '-ri ) 2
. , > ° . | ' L . : * - ) s .v
cation program change as is the committment and‘resource

- . .

allocation devoted -to .it. However, organlzatlon can facili-"

.

- tate such\‘}forts affd should get adequate attehtion. ?he i}

LN
prlme organizational ingredient 1s ‘support from the hlghest,

. . 1
admlnlstratrve levels of the coll%ge and driversity and .

.
!

from the dean and/or department head. The change effort

>
il .
L3 .

‘ effort, not as a peripheral operation carried outfby d

7 should be seen as central to the total teacher education

. small minérity of .the facultyyand students. The concept
. p p :
of teaming 1s usually a good approach with small groups of

‘\faculty and students remalnlng together for a slgnlflcént

@ o v

portlon, if not all of the students' teacher educatlon

° -

experlences. Each team should have consldé;able freedom

‘ ¢ N

u,rn;;,,rq”~~rﬁo adapt accordlng to lhleldual needs and prefe§gdces of -

»
-

theastudents and faculty members., Agaln it should be men-=
tioned that the cybernetic qualities of a:systems approach
to organlzatlon and management should be utilized to the

>

fullest extent posslble Those involved in the change pro-

+

cess should Volunteer to do so, but they should be amp ly

Y

’rewarded hnd'encouraged. ) J .

>

*

‘CONCLUSION .- T

»

Improvrpg teacher educatron programs is not<easy, but
~-~f|"\ ryo T

'1t is not impossible, and it deserves more than unproductlwe

/ :

compldints, talk or even proposal—maklng. Improvements are

. 4

. -

belng made, and epough 1s now known about program 1mprovement

e S
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elements apd techniques to provide adequate guidelines for
et oth'ers who are mot{ivated tp, do more than talk about making
'@ teather education a truly professional enterprise. The
@ Y . . . . ~ L]
. - . ' > .
: suggestions in this -article 'should be helpful to those who
. . s . 4 .
wish to .profit from what hagybeen learned about "future-
g centered" teacher education and to apply sound management
/ .
| v .
_ ’ ~ _ techniques to program improvement efforts. . 3
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